Chapter 3: Leading Situations

LESSON 5: LEADING MEETINGS
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PURPOSE

This lesson will look a the five
keys to leading mestings, the nine steps
to planing a meding, the generd
rues of leading effective meetings and
the <kills to facilitate the process

efficiently and effectively.

INTRODUCTION

Many people didike meetings. They are
typicdly unorganized with no focus on the
purpose for the meeting. Attendees are unaware
of ther roles, their responshilities. It does not
need to be like that. You will adso be given
some sample tools that you can use when you
are leading a project and expect to lead regular
mesetings with your project team.

FIVE KEYSTO LEADING MEETINGS

The five keys to leading mestings
are — planning, darting, focusng, fadlitating,
conduding.

In this busy world today, people just don't
have time to gt in medings that are unpro-
ductive and ineffective. It is important that the
leader does not just cal a meeting and then see
what happens. He or she must do some
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preparation to determine the purpose and the
outcome for the meeting. Lised beow are
the key dements of leading meetings. Each
one of these dements is criticd to the
success of ameeting.

1. Faming is dl of the things that must be
done to prepare for a meseting.

2. Stating is how you st the tone and
create the climate for the meeting.

3. Focusng refers to how you keep the
meeting on track.

4. Fadlitating is about the many things a
leader can do to involve participants, be
supportive, resolve conflict, and manage
differences.

5. Conduding is the way in which the
leeder ends the meeting and assures
the paticipants are saisfied with the
outcome and they understand what is
expected of them for follow-up actions.

How do you typicdly plan for a
medting? Thorough planning is criticd to
leading a successful meeting. There are nine
gepsthat will hep you plan effectively.

They are:

1. Claify the task of the medting. This is a
short datement describing the primary
purpose of the meeting. It should Sart
with a verb (to decide, to solve, to view,
to hear, to inform, to negotiate, to ligen,
to review).

2. Define the dedred outcomes. The
desired outcome describes the expected
results of the meeting — the product that
paticipants will teke away with them
when the meeting is over. It can be a
written plan or a new knowledge. It may
include both task and process outcomes.
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It is written with nouns and phrases, not
verbs (an action plan, a solution, a decision,
clarity, an informed daff are task outcomes,
a cooperdive  atitude,  commitment,
motivated team members ae process
OuUtComes).

Desgn the sequence of meeting activities.
Always plan an introduction and a
summary to the meetings. Sequence the
topics in order of priority, in logicd
sequence where information is needed to
come to conclusons, dternate high-energy
and low energy topics whenever possble,
dlow aufficent time for dosing.

Determine who should aitend, roles and
ground rules. Essentid attendees are those
with rdevant information or expertise, will
make the final decison, people who ae
affected by the decison, and anyone who
might be a barier to implementation.
Group roles are those tasks that can be
shared by severd people at the meseting.
Some suggested roles are designated eader
reponsble for managing the mesting;
timekeeper for keeping track of time and
reminding group of planned stat and stop
times. Recorder keeps minutes of the
proceedings. Process observer to observe
behavior and make comments about how
the medting is proceeding and daying true
to the ground rules. Facilitator who may
amultaneoudy fill the roles of timekeeper,
chart person, and process observer. Ground
rues are guiddines for desred behavior
that will enhance to process of the mesting.
Examples ae one person a a time taks,
ligen to the person who is taking, no sde
conversations, communicate directly and
honedtly, limit  contributions to  five
minutes.

Decide when to meet, when to end. Decide
what time the meeting is to begin and what
time it is to end Sa meding length
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according to the agenda items, energy
needed, time, and logisicd congrants.
Energy usudly drops after two hours.
Schedule in tenrminute bresks every two
hours.

6. Determine logidics, equipment, and
adminidrative  maters,  and  notify
paticipants. This would include meseting
location, room layout, equipment and
supplies, refreshments, and natification.

7. Complete the agenda.
8. Communicate the agenda to participants.
9. Set up the meeting room.

Initidly these deps might seem like
a lot of wok and somewhat tedious.
However, when you become comfortable
with the dgeps you will find they will
become automaticc. When you see the
postive results of your efforts by leading
effective meetings and reaching your desred
outcomes, you will be admired by others
because you will be showing you respect
them by not wadting thelr time.

How you dat the meeting can st
the tone for success. These are activities that
should be included in starting the mesting:

Welcome and introductions.

Statement of the task.

Statement and display of the desired
outcomes.

Provide background.

Review or deveop the agenda and
digolay it.

Clarify expectations.

Lig or st ground rules and display
them.

Clarify roles.
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One of the mgor problems in leading a
meseting is keeping the meeting focused on the
task. There are many ways to assure that the
meseting adheres to the agenda and to ded with
interruptions. Here are some guiddines you can
use to keep the meeting on task.

Lead the meeting through the agenda
Take charge. Use a dyle of leadership
appropriate to the task, the dtuation,
and the willingness and ability of the
participants.
Introduce each agenda item. Cover time
and desired results.
Keep the discusson on track by
referring to the following structures:

o Tak
Desired Outcomes
Agenda ltems
Ground rules
Roles

o TimeLimit
Focus attention by using a chart pad and
easdl or other visud ad.
Maintan a “paking lot” of important
items not reevant to the present
discusson.
At the end of the agenda item, briefly
summaize wha was accomplished
and/or decided; identify unfinished bus-
iness and what to do; and check for
clarity and agreement.

O O 0o o

A meding leader is responsble to
fadlitate participant involvement, ded with
conflict, manage difference, make sure that
everyone is heard, and kesp communication
open. The following ae tips on how to

encourage participation:

Get input from lower leve peoplefird.
Ask openended questions.

Use active ligening, pargphrasng and
be attentive.

Acknowledge positive participation.
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Allow opportunities for everyone to

speak.

Be supportive of new idess and
minority  views — seek fird to
understiand before agreement  or
disagreement.

Diginguish the differences between
assumptions and facts.

When the agenda has been com
pleted it is time to put closure to the
medting. Condude by fird summaizing
what has been accomplished during the
mesting; the compare the accomplishments
with  the dedred outcomes, identify
unfinished busness and sugget ways to
address those issues, complete the action
plan for agreed upon actions, evaduate the
meeting for things you can do better a the
next mesting.

GENERAL RULES

Conducting meetings is a process. A
process of setting an agenda that will lead to
a specific outcome. Like any process it can
be improved through underganding the
skills and rules of conducting an effective
meeting. The best way to lead orderly
productive medtings is to follow these
guiddines.

Use Agendas Each medting must
have an agenda. It would be hepful if it was
drafted a the previous meeting with one or
two members then putting the detall on it
prior to the actua meeting and, if possble,
sent to the participants in advance. However,
a an intid megting or a onetime mexting,
this would not occur. If the agenda was not
developed before a meeting, spend the first
five or ten minutes to do so with the
attendees.
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Agendas should have the following

information (following the what, where, when,
who, and how method):

Agenda topics (include a sentence that
would define eech item and why it is

being discussed).

Presenters for each topic.

Time dlocation for each topic.

Type of action required (discusson,
decision, announcement).

The flow of the agenda will typicaly be

asfollows

Warmrups short activities used to free
the attendees minds of the things they
left behind to atend this meeting.

Review of agenda so the team can add,
delete, modify as needed.

Schedule breaks if longer than one hour.
Meeting evauation 0 the team can
discuss their fedings about the topics
covered and if a follow-up meeting is to
occur, draft the next agenda.

Each meding should have a fadlitator

who is responsble for keeping the meeting
focussd on its purpose and moving in
accordance to the time dlocations. The team
laders normdly takes this role, however, it can
be assigned to any team member and rotated
when severd meetings are expected. The chief
respongibilities of the facilitator are:
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Keep the discusson on the topic and on
the time dlocaions When the time
dlocation is drawing near, inform the
group o they can ether adjust the time
dlocaion a the expense of other items,
postpone the discusson and have it as
an item for another meeting, or move on
as scheduled.

Intervene if there are ddebars or when
there are multiple discussons going on
a the sametime.
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Ensure everyone is heard and no one
person dominates the discussons.

Bring discusson to a dose with
summary statements.

Act as a scribe to record key
subjects, decisons made, potentia
agenda items for subsequent meet-
ings and action items with who has
agreed to do what and by when.

At the end of the meding the
facilitator will draft the agenda for
the next medting with the assg of
the team.

Ensure the medting evauation takes
place. This should include decisions
on what will be done to improve the
mesting next time.

Keep the attendees in the “here and
now.” Once the meeting begins
everyone is expected to give ther
full dtention. Often medtings are
held away from the everyday work
place to ensure members ae not
cdled away. That is not dways
possible, so the “100-mile rule is
established meaning each member is
to behave as if they were 100 miles
away from ther daly routine If
members continue to disupt the
megting by recdving message,
meking phone cdls andlor not
reurning on time from bresks the
facilitator may need to remind them
of thisrule

So, now your meeting has an agenda
and a fadlitaor and the meding is
undeway. Ancther pat of effective
megtings is to fadlitae effective dis-
cussons. Every meding should include
mechaniams tha dlow for open discussion.
The following techniques are provided and
can be used in medtings or whenever an
effective discusson is desired.

Unit 2: Leadership Theory and Application



Chapter 3: Leading Situations

If you are unclear about a topic, the
comments said by a participant, or the
argument provided from another team
member, ask for daification. Ak them
to say it agan usng examples, pictures,
diagrams, data, or just other words.

Don't let the dominators take over the
discussons. Make sure you ask those
who have not had the opportunity to
spesk for their input. Be a gatekeeper
and make opportunities for everyone to
be heard.

Before debating or defending each idea
that is discussed, actively explore the
idea and search for understanding
before agreement or disagreemen.
Ligtening is not an easy thing to do.

While ligening, compile what has been
sad and then summarize and redtate it
to the group and ask if wha was sad
was captured correctly.

If the time dlocation given to a topic
sems to be taking longer, remind
the team of the deadlines and ether
accelerate or  postpone  the  time
dlocations.

Learn to ligen for when the topic has
been “talked out.” If there is slence, it
could be just an opportunity for
thinking about what was sad. |If
someone repests their point more than
once, it could be that they fdt they were
not heard. Do not assume the discussion
IS over, but do not assume it is not.
Intervene with questions like, do we
have anything ese to add to this topic
or are we ready to move on.

Periodicdly check to how the team is
feding aout the decdon making
process. Check to see if the team agrees
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with the pogdtion, decison or
summary of discussions,

Throughout the mesting check the
“pulsg” for the outcome. Ask: “Are
we getting what we want from this
discusson? What can we do
differently?’

The next step in the meeting process
is to egtablish the record-keeping sysem for
your mestings. This is important SO you can
refer back to decisons and agreements that
resulted from the medtings. It can prevert
the rehashing of issues previoudy discussed.
Agendas, minutes, and the actions are
included in your record keegping system.

The following is a sample agenda for
your use if you are leading a project and
expect to have regular meetings with the
project eam. It is a good tool to use when
you leed a service project. The agenda
incorporates  severd  dements  useful  in
documenting the purpose for the mestings
and action and future ligts.
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Agenda for Project Team
Project Team:

Godls,

Mesting Date:

| cebreaker.

Review the agenda: Add or ddete items. Edimate the amount of time for each item. Rank
the item: must do today/should do today.

Status reports on individua assgnments.
(Ligt individua assgnments and responsible person here))

Other reports, presentations, activities or discussions.
(Ligt them here identifying if theitem type, i.e., decison, discussion, action.)

Review of the tatus of the project: Where are we now relative to our plan?

Assgnments for follow-up activities (What? By whom? Due date?)

Upcoming events, presentations, special meetings, €tc.

Review of itemson the“action lig.”

Review of items of the “futurelig.”

Agendaitemsfor the next regular mesting.

Specid activity schedule for this mesting.

The medting minutes remind members
of the topics discussed, the decisons made on
those topics, the actions and responsble
persons and due dates for those actions, and
the lig of future items to be included in
subsequent agendas.

A sample of a Team Megting Record

is provided for your use and can be used to
capture the minutes of the mesting.
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Project Team Meeting Record, Part 1

Mesting
Number Date Location

Project
name

Misson Statement:

v' Toindicate “ present” Future ligt: items for future consderation.

Member
Member
Member
Member
Member
Member
Member
Member Meeting review
Others atending:
Pluses Minuses
Agenda Enter key words indicating
the agenda topics. Check off an item
when it is completed. Items not
completed will be incorporated into

the next mesting.

() 1. Warm-up

() 2. Agendareview Next Meeting
()3

()4 Date

() 5. Time

()6. Location
()7

() 8. Set agendafor next meeting

() 9. Meeting evduation
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Project Team Meeting Record, Part 2

Topic 1: (brief description)

Decisons/Conclusons:

Next Steps.

Topic 2: (brief description)

Decisons/Conclusons:

Next Steps.

Topic 3: (brief description)

Decisonsg/Conclusons:

Next Steps:
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CONCLUSION

In this lesson, you have learned, the
five keys to leading meetings, the nine seps
to planning a meding, the generd rules
of leading effective medings and the <ills
to faclitale the process efficently and
effectivdy.
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